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'émplementation,“these eight tenets hold that (1) significant
bhenomena and problems are common to'she miny fields of o
administration; (2) a common body of knowledge and methodological
approath €xists; (3) many administrators will work™in the business,
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their careers, and can be trained in all simultaneously; (4) the
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differentiated dmong client groups; (6) the academic experience 3
facilitates preparation for private and ‘public management equally; f//

* (7) the commonalities of the generic ideal can overcome traditionally:,

differentiating forces in ‘the university environmept; and (8) gemeric’ - ;
schools are efficient vehicles for education in public and private |
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- . CAMELOT REVISAJED:
PUBL"IC ADMINISTRATION EDUCATION IN A GENERIC SCHOOE

?

+  INTRODUCTION

The concept of administration as a generic process, applicable equally
to the business and public sectors, first received concrete expression .1
the fifties with the.creation of the School of Business and Public Admin:-

stration and the Administrative Science Quarteu (ASQ) ‘at Cornell Unive--

s1ty.1 Surprisingly, it continues to have gredt appeal today, despite tno

lack of dny systematic empirical research that verifies the fundamént +1

’
<+

proposition of the coﬂcept. Simply put, this proposition is that the-o
are'substantial commonalities in. admimistrative. processes among instrtu-

it than

tional settings, and that™ these commonalities are more signiﬁcg:

the differences. . U ( X \

This prbposition derived from a common perception, _especia]]ﬁ_’apow’,'

. academic disciplines (rather than-‘among p’rofessi'onal schools invol*\;}éé n
administrative education); that .then emerging concepts of human relationg,

~

communications, operations research, statistical decision theory, and be-

havioral science were as applicable to-a hosnital as to a bank, to a -

partment store as to a governmental bureau.--As evidence for this &arcep-
é

A\

tion, the advocates of generic admim‘stration cited the continuous move- |
V4

ment of\ managerial personnel from business to government and vice versa,
/ .
and the remarTEabIe.success. of management consulting firms working in the
multiple fields of businessl, government, education, healynd the mil1-
tary. ) . i v ®
These perceptions form the basis for past and current advocacy of

[

the generic approach to education for administration. The generic model
/7

is based upon a related set of tenets about professional careers, the state
- .

. )
. ~ foud
- LI D

. .
.
. - L I .




of knowledge about admmstratxon" the transferability of administrati.e
. tools and techniques, and the suitability” of a single academig vehicle for, _“’i‘%

delivering knowledge and skills. The mode 1 starts viith the‘obseryation tha:

agministrators in business and government (or health and education, etc.)

have shifted increasingly from one sector to another during their profcc-

- * » -~

* s1ona1 caregrs. It is reinforced by the pérception in academic circl: <
that there exists a body of" know]edge abdut managerment and organwa*wnQ
: ‘ and,a set of too]s and techmques that are common to the busmess ,and ]
3 ° governn.\ent sectors. Therefore, knowledge and‘sm'Hs can be packaged "t
). . delivered through a single aéademic ve_hic]e that wﬂ].'- épare students "'r: ’
“unction in~either business or governmenif Ani,” becduse they’e:w;)hasu,,'f
the'commO'naHtjes, such tieneric schools will be "efficient" ‘'vehicles ¥ r ;
education in business and public management.?2 ’
. . The generic model for administrative education is intf}itwel,y appel -

-+

ing.. For faculty, it expresses @ belief in the possibility of developt -

an administrative science and a conviction that progress is’ being ma‘':

; i : ' . ’ N . ‘.. ' ' . . ‘
and wild .continue.3  Thus, administration 15-elevated above’ other nrofe--

] v

sional’ fields b/ virtue of its Jrospects for becomn" a Science in 1ts our

right and thereby,gaimng s;gndmg and respect for 1ts ';mofessori Within

<o

" the univérsity. For university administrators, it allows innovation™ ant.

. ‘economy.* Large, established universities can achieve modest econor:gm}

B 4 -
f .

alonq with an image of being innovative, by converting their business A1

. publfic administration schools to “management " schools™. Smaller, new r

- P -u * L . /
’-um’versnies can étﬂ] aspire to, and maintain the 13n'age of, "smultiver-
) -y *
g ) . s .
e s1ty,«)w1th a smaﬂ Hzr{iependent generic f,acu°1fy or a Jointly-appointed
. fac)]tynh the sxpcuﬂ sciences and applied mathematics. For students, t:w
‘ - genemc medel provides apparent maxmum f]ex1b1hty for carger deve]opmen*
¢
. . . ., ‘§ .
¢ . + R . 2 ‘
) O ' * ) -.' ’ R -
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' tne un1vers1ty FQr university administrators, 1t allows innovation” and

I3

of knowledge about adm1n1strat1ofﬁ the transferability of administrati.e

[}

tools and techn1ques, and the suitability of a s1ng]e academic, veh1c1e for

I

de11ver1ng knowledge and sk1115. The model startsirith the'obseryation the.

agministrators in business and governmen: (or health and education, etc.)

have shifted increasingly from one sector to another during their profce-

’ . -

s1ona1 caregrs. It is reinforced by the pérception in academic circl <
that there ex1sts a body of*" know]edge abdut management and organ17a*wvw
and,a set of too\s and techniques that are common to the bus1ness,awd

-~

government sectors. Therefore, knowledge and skills can be packaged -1

)

'

Qelivered through a single academic vehicle that wi]],éEZpare stydents <

function in~either business or government. Ani, becduse they emphas.. ..
3

the commonalities, such generic schools will be "efficient" ‘vehicles ¢ r

education in business and pyblic management.2

.~ The generic model for administrative education is intuitively appeci-

C -~ . .
ing.. Tor faculty, it expresses a belief in the nossibility of develoniyj;

an administrative science and a conviction that progress is’ being ma ‘'

\

- ’ . i ., . B .
and y%]%.continue.3 Thus, administration 1s-elevated above  other nrofe--

s1onal’ fields by virtue of its prospects for becoming a Science in its own
) 5
- . Y | YR
right and thereby ga1n1n sqgndxng and respect for 1ts "professorg” wWith'n

o 4 &

'economy . harge, established universities can achieve modest econoqje;x

£ -

. . . . /. . L .
along with an jmage of being innovative, by converting their business a1

-

publﬁc administration schools to "management -schools™. Smaller, new r
’ + -‘ : ’ / .
universities can ‘st111 aspire to, and maintain the 1mége of, "sultiver-

NS g -

’%ity;:)wﬁth a Small L?ﬁependent generic fgcJ]fy or a Jointly-apﬁointwﬂ

»

fae)lty:1n the spc1a1 sciences and applied mathematics. For students, tie

gener1c mode] provides apparent max1mum f]ex1b111ty for career deve]opmen*
v . L 'é .

<




professjonal life.”

T e

Cl . . . .. - M ‘ [ ) .. ." ‘
ted substantial growth :in the number of schools of adffinistration. VYe*,
the absolute .number of puB]ic adminisiration programs 4n generic school:
is a small proportion (10-15 percent) of g1 public administration .r

- [
grams.4 Moregver, the generic model itself has taken several differen

'
» choice, and mobility, npt only

)

-~

[y

“forms of expression: : ' SN

~No

The schools of administration: “genir:ic fro. th-. .

inception; explicitly committéd to “he jenar ¢ wodel
.

in their self-concept and adVartjsing; offer a single
. "

master's degree in “administration“;.;11u§trat by

u.C. Irvihez_U.C. Riverside,.Willamette and, to some

Yoo

extent, Yale. - : - u}

“The combined schools af business and public &dmini-
stration: combined from inception or subsequently;

committed to.a common fore, but emphasize the insti- °

tutional sectors; of fer separate,degregs for the

business and public sectors; illustrated-by Cornel]

\

0hid State, University of Arizona, University:of |

"Alaska, and University of -Missouni, Kansas €itys

M . »

Thé’maﬁagement schools: ésseﬁéia]]x business schoglg;. -

committed to the fot ion thaj public management is an

extension of sound business; offer a pubTic%manageménto

option within the.MBA or MM degrees; fi]ustratedhby; :

I

Stanford, UCLA, and Northwestern.

v oy

> s

in their initial jobs but throughout the

Given the intuitive appeal of the gener?c,model, one might haﬁe expec-

Vg
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[y ~ . . . . .
This diversity among the relatively small number of generic school<,
"makes it difficult to assess the generic contept or the practical problens

r '

of implementing the concépp. Nevertheless, decisions to establish eneri.

« . schools or to convert existing independent programs to’ generic school, L~
should be ‘made with consideration of .both the conceptual and practic:

oo " o )
. - problems inherent in such-schools. Consequently, we decided to focus -

+

examining the most generic sghools--the schoofs of administration. Thay

L]

provide an excellent base for assessing the generic ideal; they provide .

. ) ’ . |
basis for developing insights into the conceptual and practical prpb]ﬁr<

-7

‘
' a

of the combined schools and.'the managerment schools, and, they have be

qiscussed and written about sufficient?;’to provide both a theoretical 1 ‘
[} - RN v
" %;per1menth1 record useful to an assessment. Iloreover, we know aégfn=*'"'~x\ N
deat about thgm, having eighteen years of collectve experiedce;in a §5h057 B »
of adm;nistragion. . ' ,

»

' ASSESSMENT OF THE TENETS OFy THE GENERIC MOREL

In o#g;r to conduct our assedsment, we igolated ecinht téhets of *+ ¢

-~ .

generic model for:administrative education.. We drew these tenets from *-

early advocates and -developers of the idea, such as +Jamnes D. Thompso-,
o

L

L Edward Litchfield,, and Jvan Hinderaker. FEach tenet 1s discussed nex'. .
. ! 9 ™~ :
' 1. There are significant’ phenomena and problems co%hon to the many*
o\ .

» fields 'of administration. At'some level, 1t 1s clear that¥there are a <~

—

gfunctions common to business and public ‘admimistr -

. of genéra] mana gement

tionswhether these fylctions are summarized by Gulick's acronym POSDCOP 3,
or any of a half dozen other’such lists. But, it is equally clear that
: . y .
these functions, which bear ideéntical labels, take on different meanir;s

in public and private settings. This fact is attested to not only by the

\. ,. .. ( , s *
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p
near]y unah1mous conclusions of 1nd1v1duals who have been general managers
in both business and government, but also by the qromng number of empiri- |
cal case studie; of what managers dQ:5 Moreover, a1thngh Timitetd, the

literature EOmbaring public and private organizations provides *additiony]
support for this conclusion.'6 In fact, the evidence has' peen viewed as .;
suffieient]y compelliMg by some scholars. and -administrators to conclure
that public and private mahagement are }ommonmonly in their unimportant

) respeqts.7 , R ~ \\ ' ') ,

- . , -

The most compelling angnment for the concfu51on that' the differenc s

are more 1mportant than.the*s1m31arjtiess and the fattor underlying may
of the eublic-private distinctions, is a fundamental.constitufienal differ-
ence. Fom example, Allison notes that {the general management functana - j
concentrated‘in the CEO of a private buginess are, by censtitutiona] desi@n;.

N

spread:in the public segtor among a number of competing institutions a .

oY)

5
v

‘ thus-%hared by a number of 1nd1v1duals whose amb1t1ons are set against © A
another "8 There 1s also. a d1fference in the ftnct1ona1 role of busine ;

and government in society. Not only is government set up to do thinas

oa

which business cannot do, -or w111 not do, but government a]so is a rul~

maker for business wh1ch frequently br1ngs the two institutions into funa:-’

menta] conf11ct 9

-
1]

2. A body of know]edge and set of tools and techn1ques exists that

is common to the f1e1ds of adm1n1strat1on -.Beginning with the assumpt oy

that there ard phenomena and problems common to the fields of administra- -

P ,

tion, it seems regsonable to apply the know]edge‘and'téthniques deriven
. L . . [\

from an understanding of these phenomena ‘and problems to the management nf

.
. -

%

organizations in a variety of contexts. K .

N -~

\

) \ ;
K
M 3
hY
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The bersuasiveness.of this reasoning ‘dimipishes when one realizes the

[}

1ﬁmited applicability of much of the administ}ative sciences to managemen:

practice. In a critique of the artificiality of much adpinistrative re-

.

si?rCh, Mintzberg notes:

J 1

. Organ1zat1ons'1nterm1ngle a great many clements in
their functioning. Researchers who f‘gus on {wo .

y vaT1ab1es at\a_§1me--who catch what someone has . ’ .
called “the economists' p]ague hold#ng all other i
things constant=-seem to ,cloud 1ssues almost as

*\\_ ’ often as clarify them,...ne shall never have closurg

.

O

ERIC

Aruitoxt provided by Eic:

so long as we pretend that other thin®® can be held ¢
constant. We live in a world of dynamic systems. '
. : ‘ - . )
Furthermore, the predominant body ofeknowledge that does -.exist abo, '

[ ~ . v . .

~

administration tends to be-derived from rescarch about, and oriented tr-

v

wards, the instrumental needs of the business sector, and ity value se-,

A 2

and not. the instrument &l. needs of the public sector, and its value se'.-

o . _ o
Consequently, the researcg that  is frequently ‘presented as generic n
€ A S M

textboo¥s on prganization and management inherently - 1s knowledge 140

.

4
. . .. . . /. .
busipess administration rather than about business and.public admyistr, -

e.11 - X )

s

tion, or about administration ner s

\. 3 » 1

.
. “Given these problems and difficulties with” research, 1t is not \sur-'

> - . .
L3

P
prising that the "core curriculum” ot "basic requirements” are incongis-
tent »across the schools that we have defined to be generic. Among :"}!L

éigﬁﬁ qeneric schools shown in Table i: there is a total of 30 differe}

courseés comprising the commen core or basic requiremants for a master
: e

degree. There is also Qﬁﬁsigsrable variety regarding the number of courses

4¥?mrising,the common core, with as few as-five at Cofnell and as many as
-#feighteeniat Willamette. There 1is ‘substantial aqreemeht.émong the, eight
schools only with negard to eight course$: quantitative methods, statistice,

. - LY A

L4

migroeconomics, macroeconomics, nanagerial accpunting, nanageriald - financo,
. , . t

micro-orqani%at%on theory and macro-organizatien theory. Generally, thero

’



¢ A
’ M A . N

3

is somewhat greater agreement on the common core an(ong the schoo]s which

¢

ssavted out .as genemc than there is between these and the schoo]s whmn
] .
- started gEt as business schools-and converted to the generic. . To+illustra‘e

the extreme, Stanford University defines the public administration core ..

> a

N . the business .adminis lgn care plus two .additional courses on "publi,
‘ ' tes the pobiical process™.12 " %
+ sector economfcs" and ' the polXNdcal process”. . ' -

\ h [tINSERT TABLE 1 ABOUT HERE]

Table Lref]ects,a substantial amount of disagreement about the ce -
" monality of’ administrative tools and techmques Some skill based courSPs?.'

such as personnel, operatu‘s researchJ 1nterpersona1 dynamcs, and manw' -

a’

ing, are_requzred core codrses at no more than three of the,e1gh(t schools.

; . 2
. L) . . -.' \
Even those tool courses about which there is more substantial consensus,

L . ‘e . ’ Lt . '
like accbunting and finance, are commonly viewed quite differently by

3

their respective practitiof{ers in government and business. ] '
T * , # ' . 6 4
3. Many administrators will work in some combination of.busingxs, «qgovern-

- ‘ \7

~ment_and educatiomal sectors during their careefs and they can be educatei

" “ simultaneously to perform in each of these institu'tional sectors. This

tenet of the generic model grew put of an o'ﬁti'mistic view of future oryan:-

( -i: . 'zat:ion'al mobility thqt..developed in't‘he late i9505 an'd"e(;»rly 1960s. 15
-Edward Litchfield wrote in ghé ‘essay marking the inauguration of the /\_§~']:, .
\f ""The_constant movement of exeg:utive personmel from bu"‘siness to g_overnmen". )s
‘ k from the military forces <nto large busir]es.s, “From both governmen‘t dnd ' ¢
business 1nto>e<3ucation is empfjatic testi'mony supporting our‘ conviction .
v t.h’at' knowledges and-skills are trar;sfe(able f}om .ﬁ'eld to faeld to fie! !a: "
. | becéuse of an essential um‘versa]]tx in the administrative pracegs it- - |
\ sel’f."13. | _ N ' ¢ - *
| Y “a " 7 . . ' ‘
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> ' TABLE 2. COMPARISON OF THE CORE CURRICULUM IN ILLUSTRATIVE GENERIC SCHOOLS!
/ - g ) ,
. s ’ . \) -
& CORE/BASIC REQUIREMENTS ) GENEPIC SCHIOLS >
h v
. uc e, .
uc Willam- River- Yale Cor'r,]e‘.lI3 North- -CS Cean-
‘ . Irvine ette stae . * western irlvies N
- N P
7
L] - % @
. , Quantrtative Methods for Admimistration i X X X Y tX .
. b Statistics for Administratfon ’ X X . s X K X y
Microeconomcs ‘ X v X X ) Yo
. Macroeconomics ‘ X Y ¥ X X !
f . . L]
Accounting information for Management X X ¥ Y. X 4 U
. * L 4
o Managerial finance X X X Y * ¥ v
N Mayro-Organization theortes and models ¥ X oy e WY ¥ , L
¥ucpp-0rganization theories and models X X yoox " X
' Interpersonal dynamics X . X ¥ . B ~
Humap resources and labor relations X X *
dorkshos 11 admin. pepblem solving . ¥ . y y .
« - -
Institusional arena | [DUST™RsS, -public, X y "
: . health’, education'? . . \
. L]
N " H v * ’
N . 1l ,)’ » Yo . "’ Y ‘
1 1] *rr Al hd .
. ro Ll X
° ~ N kD) . . [ ‘ ®
Computer jab/Intro. to computing DY
- Market ng management 1 ./ x * & |
. Joeni-107s and production management . X » ) L
anr’;\wons researcr , . i " R
; ' . ’ & |
Budget and control systems o .
' Organizations and the'r environments Y
) Jrgamzational design X . . , .
Government e X i .
. . Legal processes ~ y - , . 3
. - N . ]
! . Busingss, governmens and society Y 3 ) N
. PoliticN anzlysis for management ’ ’ . ’ L ’ ¢ v,
« intre, to ménagemen: 1nformation systems oL Ty RN
N ¢ . - 4 . .
; .Business finance -
] »
/- Business policy - ) : ’
Sunlig,sector economics . . N
The pol-tical procesm . -~ . . : )
- * . \
Data analysis . . '
. . 4 - R
[} . N : ’ -
) .
. - 4The 43%a for tnis table are drawnefrom the official brochures €ar escr ¢ the schools for 1wt
- /’ -~ * 2 - ¥
C 2ysuapdy focus on the policy-meking process, policy analysis, and substantive policy tssues 1n business., !
. qovefrrmant | health, education cr ctner instjtutional arenas. ' ‘
' v . = ! '
3Cornel! officially defires o\rﬂy five courses in the common cofe “Bur. actiually has seven coumser ¢
o {macro-orgamzation theories and models and an insfitutional arena nolicy course) are addrtiong I
) requirements of the business and public admynistration curricula. In aggtion, the business curri..'urr LR
. fur;he!L:asxc requirements 1ndicated by the asterisks above. - . ’ .,
-, R - N ] |
“Some of he courses listed here are one ¢redit quartar Courses. = .o
. ‘ . R + ¢ : . ) oo . {
O . ¢ . \ . 0; ) - - )
lC \ ' ’ ' 2ad * ‘

o
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This assertion of almest ‘constant-,movement of - executive oersonnnl

\

ACross the bus1ness and pub11c sectors does not appear to flave been borr»
. out by the experyence of the }ast twe decades For examp]e, the Pres:-
dent s °eo;gan1zat1on r’ro‘]ect 1nd1cated that- the ’ndtrd. vorernment Ha

been a relatively stdt1c organ1zatLon 1n torms of ]aterbl personnel mov,.-

- \ \

Ment betWGen execut1ve agene1es .14 And the mob111ty that’ occurs does no“

,

ref%ect w1despread opportunLt1es for managers to move easr]y fromgone 0L~

tor,to another. Adm1tted1y, bus1nessmen move to the, federa]

governinen: ,

but such entry is ord1nar11y conf1ned to the uppgy echélons of the feder-!

service, wh14~/ompr1se something Tless thanﬁ seven thousan’emp]oyee.“

Even at this levelg many of the people moving 1n.and out ef government are
trained in the leqal, rather than the administrative or management, pﬁofes-

sion.- The re1atiifly minor volume of movement'tnat ‘océurs. at other leve:
1n the federal serv1ce, as Derek Bok indicates, is conf1ned genera]]y '

specia]ists, that is, lawyers in the Justice Department, physicians in th~
Public Health SerVice, and engineers in the Department of Transportation. ‘"

Even if significant numbers of general managers did move across insti-

- ~

tutional boundaries, 1t doés not necessarily follew that the generic cyr-

: r1cu1um‘wou7d be of any s1gn1f1cant value to a |ranager nak1nq the movo

. J

across sectorsswyr F1rst, managers are usualy recru1tcd from business-

‘.

. : /! .
government because of their demonstrated values and accomp]ishments in the
9

pusiness sector £or vice versa). Thus,”Business managers enter government

to "bring the bus1ness perspect1ve or, to "make it more businesslike",
not to transform 1t according *o some general principles of managemen® .

v

Second, s1nce many managers will not shift the locus of their careers fr

-

a question

many yedrs fd?fowing. their. completion of * formal education,
T . v .
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N“K' W_ arises about the pract1ca1“ﬁ1nkage betweén the gener1o nducatlonal prepar1’7
. tion and its subsequent‘hpp11cat1on - S
: 4. Decisionsiabout the al}ocation'of fatu]ty resourtes are based o
e programmat1c 1ntegr1t14bf both ‘the core and theiinst1tut1ona1 areas.
L :' ‘ Whereas the prev1ous three tenet; é$21? Wﬂth the qgeneric schoo] concop )
- 2 th1s tenet and thife wihich fofgow dea] wwth 1mple entat oh of ghe concent.,
/ This tenet is based on the notion ‘that the gener1C'a ndgl should ref]eit
- " both the 1nst1tutiona1 Sectprs'aa wé]}_as the.common cdretl7 This br?adfn

T ' ‘o s
was considered ecritical to meeting the credibylity requirements of existirn

¢ .

x ., * . ._ » - . "l ’ .
professional clientele (e.g.5-practitioner cgmmun1ty, accreditation boars,
- " . - .

?

business and‘'government rfcruitérs, etc.).. 5 .

'Despite an inter within' generic scpoo]s for'attendwng to "credibi-

’1ty? witn extern?ﬁ client®le “groups, programmatic 1ntegr{ty is difficu’t
to develop and maintain: First, because of the large number of administr.-
tive areas to be represented, it is difficult to achieve a'cr1t1ca[ nass e
faculty 1n any single area, especially in the smaller schools (1ess'than'“*
full time faculty). Second, it is especially difficult to achieve and r--
tain a critical nass af facu1ty’1n public administration in the facaﬂgf 41 -
ferentia] student demand. Iry” most pub]igyfeddcational institutions b
primary criterion for al}pcationibf existing o; nen faculty positions "¢
student dehand, as measured by studéntffu]]-ttme qquivglents kFTE). ™

disadvantage of " public administration in a gencric school “1s that aiven

the larger maréeb for business ski]]d, the FTE advantaqe quite naturallv

falls on the busine§s sjde of the ledger. For examnle; the current rat o

of business * to public adﬁ%n{;tration students 1%‘ neneric scnools

typically about 6 to 1. » The resultant tens1oh bptween programmatic into-

grity and student demand naturally creates 1nterna1 tensions among faculty

. -~
- ¥ ¢ - L
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assigned to the various curricular foci and difficulties for maintaining

the integrity of various programmatic e]ements, espectally public adnﬁnl-

-

stration. The resolutijon of these tensions has traditionally been to the’

NN ‘ -

detriment of oub11c administration more than any other component of the

gener1c program;.l8 This is illustratéd by the reported decline or 417
o o
f1cu1t1es of pub11c adm1n1strat1on programs at Corne]] and Northwestern.l?

A}

. 5.  Recruitment of students and placement of graduates, like other

aspects, are generic functions of the program and do not need to be dif—

ferentjated anong c]ien?/oroqps. This tenet' is called question'when -
one considers theldominance of business-oriented studenat§ within a generwc'
school. Job market factors favor student recruitment into "the business-
orignted components of the schoo]. Therefore,, 1n order to maintain balance,

it might be necessary to spec1a]]y recruit public-oriented students and/or

to,1imit the business- or1ented s*udents A i ) \

s

Although the issue of recruitment is a seriou$ one, the placement pro-

kY

blems that a gemegjc school confronts may be more serious. A1l generir
.schooi students are confronted.with the need to explain their educational

preparation to prospective /employers:‘ but the job-finding problems for

o .

'public administration-oriented students~ are especially acute. Jan Orloff

-

\and Michael Murray, both exper1enced administrators ¥of public management

I

programs in generic schoo¥% have cata]ogued the re1at1ve1y greater d1f‘1-
culties of finding employment in the fibig as compared to the private

sector. 20 As Murray writes, "unlike bus1ness firms which blanket the camp-

e

“us, few government agenc1es do on-campus recruiting. . The pub11c administra-

~tton graduate must)seek out' the employer. . Also,sthe contact of job candi-

.

dates is usually with the personne1 officer, who has no individual authori-y.

to hire. Inmost cases he in turn must relate to the Lop political exeeut i ve
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who makes thi%;deJision."2¥ Not only does the external job search network

prove to be, more difficuTt for students seeking employment 1n.the public
.o, , .
sector, but gs'Murray writes, "public sector students find themgelves ipso

- facto in compet1t1on for status with their business student counterparts.
Typically, pu511c admtnistration students are offered anywhere from $2000
<to $5000 1ess for starting positions. The blow to the students' self-worth
can be devasﬁat1ng "72 o ‘ . N

These ékper1ences clearly syggest that without special attention to
the locus ofrstudent p1acement,~3ener1c schooTs would place very few stu-
dents 1n the publit serv1ce, but many studen&s in business. This differen-
t1a1 is not the fau]t aof the gener1c schools: r¥her it is as we sdggest
above, attrlshtable tq current necnu1tment and pay practices jn the public
sector.! Indeed; from. a broad economy-wide perspective, the differential
placement of students is not particularly serious simcd thé labor market

w2 s

S . v
allocates Sufficient personnel to the business and government sectore.

P

However,lfrom the.perspecti@e of the generic school, the Ebsenqe of keay
placements {nothe pub{tc service has a cdntinuing detrimental effect on the
; ability of the sehool to maintain internal balance, espe®ially within the
studentnbodyf G?aduating students often Yook to‘the job roles taken b}.

Al

prior-gnad’Jtes as a cue for their own job search behavior. Simi]ar]y,i

enter1ng students 1ook to these job ro]es as a cue to their selection of
the business or pub11c sector c0ncentrat1on The absence of public sector
role models, therefore, can serjously impair the future probability of

,both recruiting and pxac1ng students in the pUb11c sector.

6: The ambience or. culture of the academ1c exper1ence fac111tates

equa1]y prepgratnon for public and private management. In theony\%the impact

of the generic curriculum upon the career choices, values, or inclinations

L
ook
"N
b
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,"of the students who experience it should 'be neatral. In fact, it may be

quite differeqt,. Lyman Porter, Deam of the Graduate School of Administra-

tion at U.C. Irv?n@lhas noted that most students who come to Irvine "un-

. , . . - -
decided about careers"” eventually turn to the private sec .23 Yale has.

2
]

recently had an even more startling exgerience. The fifst class recrujt~d

g to its. new School of Organization and Management Jas equally divided
p s

bet ween ‘public and private‘sectorl stJdent;s.' However, only ten \percent

’ of the first graduat‘i;g class was placed in the public sector.24
| TR 4 . )

Among the reasons for-this phenomenon may be that the values of those
students who 'se]ec\E generic s¢hools are not representative of thvse who
are likely to enter the gliblic service. 'TheS‘ are more erfy, 0 emphasiza

n the case of the "undecided's,"

Y

.go economic over service values or, at best, i
to’weight them equaﬂy: Thus, the genéric sc‘hool may simply attract a

quite different population of students than public administration schools,

and the- internal climate may not bé signifitantly aifferent from othor

-

schoels teaching~some type of management or administration. ~
However, internal dynamfics also -appear to be at work. Among/these is

the. tendency of the core fécu]ty, which comprises about half the faculiy

- o

in most generic prpgrams, to have a substantial business bias. This bias

. is often not overt or intentional, but :it is real nevertheless. And, it.

¢ *

is an outgrowth of three mutually reinforcing tendencies: +(1) the larae

* number of busines‘s-oriented;tudents who demand business relévance in core

»

c]as'ses;((Z) the large number of faculty. (e.g., economists, organiza<

tional behaviorists, “financial ana]ysfs, etc.) who, although teaching 'r
0. - b

, a generic school, received their doctoral education' nd/or spent their

) ]
early academic careers in predominantly business-ofiented <programs; and

(3:), an inadequate'research base about .public orgakizations.that oftep

P ) .

| \)‘ . ’ ’ : " ' . /
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‘requ1res faculty ta draw upon material for _teaching that is focused pra-. v

déminant 19%on bus1ness organ1zat1ons X o e

14

Another aspect of the ambience within a generic school is moré subtle; .
. % \—-‘ ’

*
-

it involves the per ion of the curriculum by the students themselves-.

Many students perceive the curriculum in terms® of:their interests, which

are defined along traditional lines, 1i.é.,~ business or government. For

these students, the generic concept is not partlguier1y meaningful. They
simply filter the currﬁcu]um through their perceptions and %nterests, both

’
in the common core, anqﬁ}n the advanced curriculum. A related aspect »f
- 4 ]

these perceptions is the antipathy of business- oriented students for the

public segtor. For these students, value differences between the publ:c

E

and private sectors are not easily tolerated. And this ‘1s frequently re-

flected in their day-to-day interaogdohs with their peers who are interes®-

-
-
.

ed in the public sector. Thus;'as Murray and others conclude, public sector .

<

students suffer from “the ‘"second class citizen syndrome" in genereZ

schoo]s 25,

.

.-7. The 1ntegrat1ng cdmmona11t1es of the gener1c 1dea1 are sufficient

to overcome trad1t1ona1 d1fferent1at1ng forces w1thLaPthe un1vers1tx,env1—

ronment. Personal comm1tment or socialization to the.generic.ideal, team- * =,
teaching in the core coursesi and "5ntegration“ courses (e.g., workshops
in problem solving, busjnessfgovernment interf5ce, comparati;e public-pri-
vate management) 4re the devices the generic school advogates and uses tn

. . )
. integrate a diverse faculty.

T * So long as the generic school is small, there is cons1derab1e rein- ¢

Pl forcement of integration efforts. However, as the schoo] grows, several

. A}

forces favor differentiation and fractionation. ﬁThe division of labor that

accompanies growth reduces the use of team-teaching and other integrative
¥ / “
1 . o

.
]
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dev1ces, thereby permitting the fractfonation of the facu]ty fzrthermore,
- growth allows the deve]opment of “critical masses" or c]usters of cmu] Ty

in spec1alwzed areas. While this cTusterlng of facu]ty might be desigablé,

it allows facu]ty within the clusters to focus more exclusively on %he.r

fsp%cT/11zed interests, to the exc]us1on of common 1nterests with 2other
. = ] ”/

col]eagues. -

[}
1]

L ——

/ []
Zhe dominant differentiating force in the generic school, hoﬁever,

is the allegiance of the "core faculty" to their disciplines rather.than to

.

adninistration: These disciplines usually. include economic®d statistics,
v . N . : ! .4
] )

"L operations research, sociology, ‘and psychology. The discipline-oriented

faculty tend to be less interested in -professioral éctivity and distrusct

their coT]eagues who show an.interest in the professional side of adminis- -

{/ ,tration. Thex"gfso tend to v1ew,themse}ves as at the cutting edge >f

-

reseiich 1n the1r field (thoygh not in adm1n1strat1on) énd v1ew the facu] A

AAAAA

- in the -institutional arenas 'of business 'and public ‘administratior ‘as prac-
. -~ .
stitidners, especially if their résearch happens to be’ focused within their
“ AN < v
arena. Finally, by virtge of their numbers within the school and their fit

) .

with the d1sc1p11ne orlentation of the whc]e university, the’ d1sc1p]1ne- )

oriented faculty tend to set the standar&s for promotlons and - rewards

within the scﬁool Publlcat10n in the top rated business or public adm1n1s-

tratiog journalg may come to be v1ewed less highly than pub]lcat1on in the.

Adm1nlstrat1ve Science Quarter[x,(run by socKo]og1sts) or any of the purely

dlsC}ﬁ]]nary journals (e.g., Psychological Bu]Tet1n, Américan SOC10]091qu

- . ’

Review, Amerjcan Economic\Review, Operations Research, et¢.). Moreover,
_ ——Sgﬂ : ) ;.
- publicati®nm in purely practitioner journals diminishes one's reputation as
. [] .

a scholar in the eyes of the discipline-oriented faculty. The standards

applied to publication J]so are applied, to- other areas of faculty life.

i
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such as c¢pnference attendance, professional activity, consulting, and
. (XS P v 4 ’
. public service. . N .
) ? o, ~

Vo

.7 t The net retult is that fécu]ty who are not aligned.with the core dis-
. . » . . '

business and public schools, central academic administrators are able to ,‘

ciplines face greater preésure in gaining acceptarnce by thetr colleagues

A -~

~

and in ach1ev1ng promot ion - Jnd advaneement w1th1n the schodl. They alsn-

face the additional pressure of betng the %sole representat1ves of‘the

. 1
school to. the. practitioner and professional, communities wﬂich are the
' . . A SN .

L]

school's clients. In order to cope with these multiple demands, they must
,.I

' '/
_specialize and focus their activity even more, thus en]argﬂng the gu“

-
S
)

between the core faculty and the arena-specific faculties.

. : ES
. 8. Generic schools are efficient veﬁ?t]es for education in public

3 / & :‘
and private rlanagement. The ided is that instead of having to duplicate

r, ! ) ' s . . .0
department administratorsy’ support  staff and facilities in independent

‘ . : {

achievé ecoffqmies gf scale and reduce the resource expenditure in_the core
L0 . . - [ Y

areas, fe@upe the “time he/she' would (otherwise spend with independent
department'administfatofs,' and have the additional .benefit of being on
. N | ' ' ~ . . '
‘the forefront of innovative mandgement education. ° ‘ )

‘A problem with this tenet of the model, however, is that 1t.1gnores

. . . P . :
possible underutilization of. subsets of faculty-#ithin the generic agqre-

[
gate For %xamp]e; the student ogientation and ambience prablems we dis=

be - underut111zed because ' student faculty ratios for them, will be léss than
for colleagues inside the school (or for colleaques located in PA programs
outside the school).

~

Generic schools also.tend to encounter faculty-allocation’ inefficien-

“cies not experienced at singTe $ector schools. The larger 'the number of

I

cussed ear]1er suggégf‘that PA facu]ty w1th1n generic schools will tend tq/,n



core areas, institutional arenas and coqeentrat1ons, the greater the diffi-.

culty of achieving a critical mass of faculty in any of them ‘and the greater
N

the difficulty of dividing upifytyﬁa‘faculty rgsources.' [t Kas been our -
. . . . , . !

exgeriehce that. the generic schootl reEults ?n a proliferation rather than

a concentrat1on of facu]ty d1sc1p11nes and spec1a11t1es beca1se of a sim-

ple political fact--(i is far eas1er to agrée/gn add1ng some new svec1a11-

ty to the faculty, wh1ch benef1ts no par‘1cu1ar ex1st1ng facu];y group ex-

p]1§1t1y, than to ,add strength in an existing d1sc1p11ne or speciali*y

. it .
where there is obv{ous benefit to one faculty.cluster and not to others.

T s o . e s L -
(Tt dis simply easier gg get agreement on priorities for faculty retruttment

- ~ )
in which no one gains than it is to get agreement for priorities for whicn
some 1ndividuals -gain more than others. - C o
o ¢ ’ .' E -

This fractionation creatés another problem in universities where re-

y * " ‘. . !
search is important. The problem, is that there is a serious conflict be-
4 ¢ ~

tween the critical mass required for teaching and that required for exce!-

< * P . .
lence in reséarch. Whereas teaching demands.and the politics of reecruit-

£

ment - pr1or1ty setting combine to fract1onate and pro]1ferate the faculty,

exce]Tence in research requ1res the cbncentrat1on of faculty., in.a few '

speciality areas Gwh??é the school w111 seek to achieve distinction) and
’ s

the use of 1ecturer§ to meet some teaching needs. Yet, the very structure

‘of the generic school works against obtaininb agreement on the research

concentrations and therefore on a faculty recruitment pol{cy théh,would

strengthen the concentrations. The result is that not a single generic

.

. . ) % .
school has achitved a national reputation for excellence in research dif-

ferent from any traditional business -or public administration school.




C ' . CONCLUSION

v
.
?
/ -

Through our assessmen{ of ejghf tenets under]yiné the gereric approach
f( : a ’ -

A L]

‘ confront ing education for .the public service in such contexts. Our critical

assessment in no way r’F]ects upon-the overall quality of tion of fere
, ~

-

exclusively PA programs in cértain regards. For example, generic schools

clearly offer greater technical and quantitative preparation, direct inter-

action of business and public sector-faculty and students, and confronta-

-

tion of vf}ies. Buty, generi'd school¢ will continue to étruggle to attract,

develop and place even small nugmbers, oﬁ%public managers whose technical
x t

and normative preparations for publiic service are equally strong.
“ . ' . - \
. We alsq believe that the success of the generic approach depends Gpon

strategies and resources for dealing with the problems we ha%e discussed

in this paper. As. a prelude to deve]obing such strategies, however, it

will be necessary for university and .academic, administrators to formulate

. «

more realistic philosohpical- and operationaf underpinni{gs for such pro-

grams. For .nstance, eur arguments above suggest ‘thaft generic schools

- -

should be viewed as different, but not more efficientf ways for organizing

1

. resources for public and private administrative education.’ ‘Generic schools
1 _

also need to better design‘%agﬁh-cur#icu1aoto deal with the’ differences as
S . ) ,

well as the similarities ip the institutional sectors, especially with

regard to core knowledge and techniques. Finally, generic schools need to

reconsider how actual rather than ideal patterns of ménééeria] mobility

across the sectors should be related, if at all, to the curriculum design.

©
4

For example, current and futyre.1imitations on job mobility across sectors

to administrativé education, we have presente& a picture of the difficultinra,
NP ‘

by generic schools. - We believe; that they are generallyssupgrior to many

-
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* * . =T ) . ! o . . hd
might lead to strycturing. reélatively more courses around the imstitution-l

. Sectors rather than the core areas (e. g., bus1ness and publi¢c finance ra- -

.

4 ther than "finance“). These types of changes in basic assumpt1ons will
0 A a ~ ‘a
facilitate ‘implemgptation of the gener1c approach : )
/

Many exp11c1t changes could, of course, also be derived from our com-

i i
ment s about probtems of implementing the generic approach. A,prerequis1te
. , S o
to these changes is to select faculty and.administrators who have the broad’

3 x4

perspect<ive that is neceseajy for successfully.implement ing the generic con-

cept. Ihis is an important step forafssurihg a climate in which preparation

v

for entry into pub11c adm1n1strat1on is a viable student ch01Cj(//As_a means

for assuring the programmat1c 1ntegr1ty of public adm1n1strat on and othzwe .

M
R 1,

“concentratigns, a generic school c?ujd develop a charter that'enunc1ates. N ~

»
. clearly minimum.and expected staffing levels in PA and ogher areas. Such z
charter would also serve to prevent the proliferation of faculty specializa- . e

) tions.” .Student recruitment and selection should attempt\‘to achieve 3
e ) ~-

balance of studentg interestéd in the various institutional areas. Shos

-

_ balance among thHe interests of students drawn to the program must be rein-

forced by a curriculum and organizational climate conducive to a student's.

- - 1 -

development and an awareness of his/her values. Generic sthools need to

- , '\\
public sector role models (e.g.,

I

give special attention to the placement o:/;tudehts into ,overnment organ?-
zations. It is especia}1y~important that
'Fhe President ial Management Intern Prqgram) be provided for students who are' .
- . ‘1eaning‘toward-or undecided about entering the public sector.  Instructional
- resources, for teaching aids and faculty assistance, must be made available
to guarantee thaf the "common" currich]um is tru]y generic. Fina]]yk facul-

ety eva]uat)on cr1ter1a must be broad enough to accommo&ate fairly the cor-

" tributions of both d1sc1p11ne -oriented and professionally-oriented faculty.
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. acknowledge thé_he]pfu] commgnt ¢ of Garth Jones, CHar]es Levine, Lymaﬁ

Porter, and Judy Rosener. . ' . ? \ -
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1.~ See: James D. Thompsop, "E¢itor1a1", Administrative Science Quarterly,

1:1 (June, 1956), 1-2." ..

SN
. . P . ¥ . ) ’ . y *
2. This particluar formulation of the generic model is our own. However,

.’\ \

v it is based upon statements*in the following classic articles dealing
. .

with education for administration: Edward H. Litchfield, "Notes on

general theory of adminiéﬁration,”'Administrative Science Quarter]x, )
:l:l (June, 1956)., 3-29 Ivaﬁ’Hindenaker, "The study of administratior:

interdisciplinary dimensions", Western Politital Quarterly, l§:3 ‘

s (Septemger, 1963), 5-12. To some exterit, several of these idggs can

1 .
even be traced back to the-classic essay by Woodrow Witson, "The Stucy

of Administration," Political Science anrier]y, ggg (June, 1887),

197-220. ' ' ' oo

3. Thompson, op. cit.,\used this phrase ® characterize the philosophy

behind the ASQ.

4. For example, Fritschler and Mackelprang 1dent1fied’l3 programs n thch

[/

; public affairs/administration was combined withybuiiness out of a tot:!
of 156 public-affairs/administration programs. " (Our own examination

of their data identified 22 such combined .programs, or 14 percent of

” .

the total.) In addition, they indicate that growth in the number of

-~

combined programs has declined since the early seventies. See Table 1

’
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5. See, for'example: "Candid Reflections of a Businessman in Washington,"
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.. Fortune; Jénuary 29,'1979 (Michae] E]umedthalfh "A Pofitigian jurned\ . b
~ ' Executive," Fortung, ‘September 10, 1979 (Donald éumsfe]d); and A. J. 2

v

3 . - . L4 g
Cervantes, "flemdirs of A Businessman - Méyor," Business Week,«Decemher

’

-
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8, 1973. . RN

'6." "For a thorough review of this literature see Hal G. Rainey, Robert W.' -
Backoff, and Charles H. Legine, “Comparing gyﬁlic and Private Ofganiia-

tions," Public. Admihistration Review, 36 (March/April 1976), 233-244.

0 "

7. For example, Wallace Sayre; and, more recently, Graham ATlison: See "

e
. ! * 4 ‘
Graham W. Allison, "Public and Private Management: Are They Fundamen-

. tally Alike in All1-Unimportant Respects?" In Proceedings of the ° >

~ ' .
Public'Management Research Conference. Washington, D:C.: U.S. Office

-

of Peréonne] Management, 1980, pb.,27-3§.l

8. Ibid, p. 33. e - C

9. Fremont Janes Lyden, "Using.Parson's Functional AnaTysT§°1n the Study

of Puplic Organizations," Administrative Science Quarterly, 20 (March

1975), 59-70. ' ’ -
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. 10, Henry‘Mintzberg, “An Emerging Strategy of "Direct" Research, Admini -

strative Sciemce Quarterly, 24 (Décember 1979), 582-589 at p.588.
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11.  Rainey, Bachoff and Levine,\fg. cit. ’ CA g
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("*i 12, Graduate School 4f Busjness, The MBA Experience. Palo Altd, CA: .
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' Stanford-University, unaated,jzj.
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' 13.  Litchfield, op. cit., p.8. - . o ’
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'14. The President's Reorganization Project (1977). Personnel Management// N
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. ’ Project, Volumes 1-3. Wagh?ngton, D.C.: Office of Management and Bud-
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e + . 15. .The group that wé arg considering heére is roughly equiyalent in size,f
. . ; v ] N . . . .
- -~ to th9'Sen10r Executive Service.
, S < . .

16. Derek C. Bok, The.Rresident's Report, 1973-74. Cambridge, MA:Office

of the Governing Boards, Harvard University. Bok's subsequent report. ‘C_

A is an interesting reaffirmation of the d1st1nctness of business admini-
stration. Seé€® Derek C. Bok, The Pres1dent s Report, 1977-78. Cam-
t

bridge, MA: Office of the-Pyes1dent, Harvard University, 1979. P
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